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TO:

' Hembers of the CIA Career Council

. SUBJECT: Compotitive Promotion System
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PROBLEA: -
To provide a2 uniform Agency-wide competitive promotion vrogram.
ASSUMPTIONS e

An Agency competitive promotion program should be administered by the existing
Career sorvice siructure since this structure provides the best breskdown of
personnel into groups of employees of similer occupations and carcer lnterasts
now avallabvle. :

FACTS BIARING ON THZ PROBLEM:

Regulation C——provides for a competitive promotlon system within Career
Service bowndaries., Psragraph b thereof requires “hat Heads of Garssr
Services ensurs that s1) employees in the zone of comnsideration within the
Service are considered for promotion at least once a year; aach promction
action recommendsd is & certificstion by the Head of the Career Servics that
the individual recommended is the best guelified in the zone of considera-
tion.

The Director on 17 November 1955 approved z Staff Study”andorsed by the

' Career. Cowncil, entitled, "Revised Personnel Promotion and Aasigmment Ptlicies.”

The study affirmed . .the competitive nromotlon princivles and nrovided flexible
asgignment noliclies to enable promotions o be considered on a truly com=
patitive basiz - not restricted by the grade of the pogitien held or to be

held by envloyees in the zone of consideratlon. The Career Gounclil subse-
quently reviewad Regulationt proposed to implement %he approved compatitive
sromotion-flexible assignment policies, but suspended consideration of the
Rogulations until debtails concerning the workings of the promotion conslderation
process gould be developed, This paper is designed to provide the latier
information; its approval will be fellowsd by expedltious devalopment of the
nacessary Regulations.

Currently, major emphasis is being placed througheui the Government on the
development of competitive oromotion systemis. The use of Agency Promotion
Boards has been propesed for this purposes
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SUBJICT:  Competitive Promotion Jystem

d.

l! o

The followinz olements are common to competitive promotion sysiems
administered by the traditional Career Services (Department of State,
Hilitery): :

(1) % formel and prepularized system of promotion consideration, which is
made known to each emnloyes.

{2) The use of Promotion 3oards or their equivalent for competlitive
evalustion of candidates for promotion.

(3) GRstablishment of criteria and guidelines for the use of Promotion Soards
in their onsraticns. :

() The use of promoticn quotas to keep personnel agsets in line with
staffing resuirements according to grades or ranks.

DISCUGSIONt

To achleve a competitive promotion program within the framework of the Agency
Garasr Service structure, answers to the follewing questions must be providsd:

{1) who will compstitively evaluate the merit of employees for premotion?
(2) Upon what basis will employees be evalvated?

{3) whst grede levels of employees will be evaluatod?

()}) How often will employees be evaluated?

(5) How will the number of promotions to »e made be determined?

(6) Wwhat will be the minimum requirements for promction of employees with
raspact to time-in-grade, qualifications, and prade of position occupied?

(7) wWhat will be the relationship between the Oper=ting Official {Supervisor)
and the Head of the Gareer Service in administering promotions?

{8) How will Agency-wide competition and equity in promoticns be
accomplished?

In determining who will evaluate employees for promotion, 1t must be noted
that Boards and Panels--both Career Service and Agency-wide~- ara an
astablished part of our nersonnel program. They have proven their

.
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SUBJECT: Competitive Promotion System

value in considering e very type of personnel actlon: oromotions, reasalgne
ments, egrievances, training, awards, sevarations; apvointments, entrance
into the Carger Staff, etc. This suggests the use of Career Service Panels
composaed of experlenced personnel {rom the Career Jarvice concernsd ss the
mechamigm which can best and most efficiently evaluate the merit for
promotion of all mambers of the Career Service. No singls individual could
hope to have the knowledge of or familiarity with all members of the

Career .ervice that could ba concentrated in a Panel; and group judgment in
promotion determinations would seem more valid than that exercised by

any one individual. Details of a promotion panel system which may be
considered for Arency use are vrovided in Tab A, Thais proposes that
separate panels be established to evaluate employees in grade groups GS-7 ‘
through GS-3%, and 35-=12 through GS-1l, Panel workicad will be significant o5xg
in view of the fact that spproximetely[ . pmploysos in grades (S-7 through
GS-1l; are in the zone of consideration for promotion, disiributed among the
Career Services as listed in Tab B. For this reason, the introduction of a
"3 pgraphic Profile" (Tab C), which lists eignificant data about the quali-
fications, exverience, and performance of each individusl, is suggested to
shorten the time required fer panel evelustlon purposes.

c. The baris upon which employeas will be evaluated for promoticn (Question 2)
has been fairly well defined dwring previous Council Siscuasicrs, To summarize;
the followlng 1tems have been considered significanis

(1) Performanca - .'roductivity, quality of work, level of work performed.

(2) Attitude - Attitude toward assignments, discharge of obligations of
Carger Staff membership.

(3) Cualifications - Education, experience, training, personal charactistics.
{},) Value of employse to the Agency - prasent and potential.
{5) Length of service and time in grade.

A more detailed breakdoswn of the treatment of the above promoticn factors in
specific situations, as proposed for panel use, is provided in Tab I, Guide
for Promotion Panels.

d. .ith respect to the grade lavels of employees to be evaluated by napels,
arguments can be presented that a1l levels of amployes shoul@ be
included. However, factors nrevalent in the positions below 35-7, such
as the 6 month time-in-grade requirement, temporary nature of employment
in many cases, and the close association of the employes's grads with
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SYRTECT: Competitive Promotion System

that of the work performed, make it appropriste to treat this group
ssparately - at least during the introduction of the program. Panel
workload invclved also will be materially cut if employses balow GS~T,
of which approximately[ Jare in the zome of consideration, are not
inelnded at this time, Accordingly, existing vromotion reguiremenis
eould continue to apply for this group. :

25X9

e. In regard to the question, "How often will emoloyces be evalusted?" it
1s essential that the introduction of the panel avaluation system dees
not result in undue delays in granting merited prcmotions. However, in
consideration of the mumber of employeos in the =ene, the evaluation of
ohe gAade levél per month during the introdustion of the program is
believed to be the maximmm feasible. In view of the 1imited number of
personnel in gredes GS-8 and G810, thesa levels could in moat Career
Services be evaluated during the same time as emdloyees in grades ST
and C3.9 reepactively. Thus, the complste cycle of emploves svaluation
for grades GS=7 throngh GS~14 could take place every six months. Evel=
untion of the seme grade level of employees will cccur normally at the
same time in mll Carear Services so that promotiors for esch grade level
can be effescted. throughout the Ageney on or abou? the same date.

f. As agreed to p::‘bvioualy by the Council, and approvad by the Directoer,
personnel promoted competitively may be retained in a pesition of lower
grade when it is in the best intarests of the Agoncy for them to complete

. gn assignment or teur., Thus, the grades of T/0 positions occupied do
not provide & cortrol on the number of oranotions under the compstitive
system, Secondly, the average grade of employses has in recent years
been drawing closer to the average T/0 grade - an indieation that future
prasotions may be somevhat limited. In view of these facts, a guide
for each Head of a Career Service to follow as to the maximum number of
promotions to be made at each level, warrants occriglderation, Tab E
proposes the use of promotion quotas for this purpose, and explalns the
basie of thelr computation. As proposed, promotion quotas will be
determined by the Carser Counoil in consideratlon af the status of
staffing of each Career Service end past promction rates for eash grade
level &f the Agency as a whole. Use of the latter facter will tend %o
provide equal opportunity for advancement in all Caresr Services through-
out the Agency. The quotas will thus ansver the gquestion of how will the
number of promotions to be mede be detesrmined.

go In introducing the cemnetitive evaluation eystem no substantial reaszon
exists for changing current requirements for promoiion with respect to
time in prade or the minimum qualification requirenents for the grade
tevel end 1ine of work concerned. These requirements have been of
proven value in promotion administration for the lmat several years
and are generally accepted by employess and supervisors alike. Ex-
septions to these requirements could still be mada aw in the past, The
third requirement for premotion, existence of a suitable position would,

Approved For Release 2002/05/02 : CIA-RDP80-0182&R000900080026-1
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however, be modified under the flexible assigrment policy of this

program., As recommanded previcusly by 1tbe Council, en individual promoted
could continue to occupy e position of lower grade until his reassigrment
was practiesble. However, the Head of the Career Service would be
respongible for ensuring that each emnloyes promoted could be utilized

in a position of his grade in the foressoable fuivre.

B, The existing division of resvonsibilities for promotion adainistretion
betwaen the Feasd of the Career Service and the Operating Official would
be changed but slightly under the proposed system. The Operating Official
will neminate employess under his juriediction for premotion considere
stion ranking them in order of merit when practical. Ypon completlon of
panel evaluation, the Head of the Career Service will review the rank
order 1ist prepared by the pansl and initiate promotion actions of person—
nel hue selects Por promotion, after checking with the Operating Official
for affirmation of his recommendation or to obtein his concurrence il
the employee selected for pramotion was not nominated by the Operating
Official. (Ses Teb A.) In addition, the Opsrating Officisl may recommerd
the promotion of any individual at any time - panel ranking notwithstanding -
if guffieient justification for the sction is provided,

i, The fina} guestion raised, that of assuring Agency.wide competition for
vromotion under the system, can best be answered hy stsating that Agency.
wide procedures, guidelines, and promotion criteria will be used to
assure maximum equity in promotions emong the Careor Services. In
addition, promotion quotas will be besed in large nessure cn Agency-wide
promotion rates, = further measns of assuring equsl opportunlity for pro-
motion in all Career Servicas,

5. CONCILNSTIONS:

2. The promotion system herein outlined will provide “ruly competitive
saloction of employeas for pramotion on the basis of performance, gqueli-
fieatiens, and value to the Ageney.

b. The syastem will sssurs that every individual in the zone of coneideration
is considered at regular intervels for prometions avallable.

¢, The system will provide uniform and equitable pramction considerations
insofar as is possible among the Career Servieces,

d, The mechanism provided - Promotion Panels, and the tools - promotion
quotas, blographic profiles, puldes for Panels . will enable the syatem
to operate as efficiently as possible and as rapidly as is consisient
with the exercise of good judgment.

5
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Competitive Promotion System

6,  RECOMMENDAT IONS:

a. The procedures and requirements of the Competitive Promotion Program
herein described be approved, comprised of:

(1)

(2)

{3}

(6)

Competitive evaluation of all employees in tho zone of consideration
by Promotion Panels consisting of a minimum of three voting members
senior in grade to employees evaluated.

Evaluation simultaneously in all Carser Services of employees of
each grade level from GS~7 to GS-14, with evaluation of each grade
accomplished semi-annually. :

Use of the promotion factors - performance, attitude, qualifications,
value to the Agency, and length of service - by all Panels and
Career Services.

Nominaticn of employees for promotion in order of merit {when
practical) by Operating Officials {supervisors); Panel consideration
of eligible employees not nominated as well as those nominated.

Final Selection of employeas for promotion by Heads of Career
Services in consideration of recommendations of the Panels and
Operating Officials, promotion quotas for the grade level as estab-
lished by the Career Council, and grade of peaition occupied by
employee - with the requirement that an individual promcted be
utilizeble in the foreseeable future in a position of proper grade
if he cannot be placed in one upon premotion.

Authentication of promotion actions including qualifications review
by the Office of Personnel,

b, Office of Persormel be directed to prepars implamantixé\fe§tlationao

FOIAb3b

(nirrison G. Reyrolds N\
Director of Personnel

Attachment e

Tab A -
Tab B -

Major Steps in Competitive
Promotion Process
Personnel in Zone of Consideration

Tab C - Blographic Prpfile _
Tab D - Guide for Promotion Panel

Operation

Tab E - Premotlion Quotas
Approved For Release 2002/05/02 : CIA-RDP80-01 826Rg00900080026-1



.

Approved For Release 2002/05/8&: CIA-RDP80-01826R000900080026 -’

Approved For Release 2002/05/02 : CIA-RDP80-01826R000900080026-1



— —

\

Le

de

b

Co

do

Wardeeved For Release 2002/0%062 : CIA-RDPS0-01826R000900080023%

MAJOR STEPS IN THE COMPETITIVE PROMOTION PROCESS

DETERMINATION OF PROMOTION QUOTAS FOR CAREER SERVICES

With due regard to the current staffing of the Agency T/0,
neads of the Agency, past promotion rates, and available
appropriations, the Office of Personnel shall develcep semi-
annually a proposed promotion quota by grade groups for
sach Career Service. The Career Council will review this
rroposal and will make the final dsterminstion of promotion
quotes, except as otherwlse approved by the Director.

PREPARATION FOR PANEL, EVALUATION

Heads of Career Services will appoint Panels composed of

a minimum of 3 voting members of grades higher than that

of employees to be evaluated. Intermediate Fanels will be
appointed to evaluate employees in grades GS~-7 through GS-11
and Advanced Panels will be appointed to evaluate employees in

' grades GS-12 through GS-1i for promotion. Panel members will.

serve Yor s period of six months or until the conaideration
of the grade groups for which they are respongible has been
complated. '

Operating Officials, as designated by Heads of Caresr Services,
w1l submit list of employees at each grade level which they
vecommend for promotion. Whenever practical, operating officials
will rank thess recommended employees in the order of their
merit. _

Biographic Profiles or equivalent will be prepared for promotion-
gligible employses. The primsry purpose of such a profile is

Lo eliminate, in the majority of cases, the need for Panel
menbers to study the officiel personnel folders of each eligible
employee in order to appraise basic qualifications, performmnce
and related data. Thesa profiles may also be used for other
personnel purposes: for example, they may be used in lieu of
the official personnel felder in reviewing and considering
assignwents, sttendance at tralning coursea, fitness report pre-
paration and review, individual carser planning, skills analysis
and related persornel matters.

Insofar ae is practicable, all Cerser Services, will competitively
evaluate eligible employses in the same GS Grade at the same timm.

Approved For Release 2002/05/02 : CIA-RDP80-01826R000900080026-1
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6.

PROMOTION PANEL ACTION

Promotion Panels will competlitively evaluate for promotion

all employees in the gons of consideration. In accomplishing
the evaluation process, Panels will utilizs for reference
purposes the Guide for Promotion Panel Operations, TAB D, of
the Staff Study, as well as Biographic Profiles or equivalent
for each individual being evsluated. The rank order llst
prepared by the Panel and submitted to the llead of the Carecer
Service will include in order of merit for promotion all
employeas recommended by Operating Officials together with other
oligibles selected by the Panel as warranting promotion. Panel
determinations will not be subject to justification except {o
the Head of the Career Service.

ACTION BY HEAD OF CAREER SERVICE

Considers Rank Order Listing, advice from Career Board, and
personal knowledge of employees in making promotion reconmendations.
Adheres to an Agency-wide effactive date for as many promotions

as is practical.

Assures that employee can be utilized in a position of proper
grade either currently or in the foreseeable future.

Informs Oparating Officizls of the namea of their employees
being recommended for promotion. Considers their comment as
to timing of promotion or request that a promotion be withheld,

ACTION BY OFERATING OFFICIAL.

Upon request from Heasd of Career Service, comments aa to timing
of promotion or states reasons why a proposed promotion should be
withheld .

May recommend to Head of Career Service promotion of any individusl
not within the promotion zone on the rank order list. Provides
detailed justification in support of each such action.

ACTION BY OFFICE OF PERSONNEL

HReview and authentication of promotion requests. Keeps records
and reports on status of promotion quotas by Career Services.
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BIOGRAPHIC PROFILE

—

. NAME [LAST-FIRST-MIDDLE) 2. SEX

3.

DATE OF BIRTH

4 SERVICE DESICNATION

h. LONGEVITY CoMP, DATE 6, MARITAL STATUS

7. NUMBER OF DEPENDENTS ADULTS
(EXCLUDING EMPLOYEE) tP

MiNORS

8, GRADE |9, ORGANIZATION TITLE

o] 10.OFFICIAL POSETION TITLE AND OCCU

PATIONAL CODE

11, OFFICE OF ASSIGNMENT

12 _MEMBER OF THE CIA
GCAREER STAFF 17

YES

EFFECTIVE DATE

NO

L 13, MEDICAL STATUS
QUALIFIED FOR FULL DUTY lcENERAL\[::] DEPT DUTY ©

NLY[::] FULL DUTY (SPECIAL)

DATE = L

AST MEDICAL REPORT

1h, ASEESSMENT [> VES [DATE OF ASSEGSMENT 15, CURRENT READY RESERVE lsTanpBy INAGTIVE

: !Q STATUS STANDBY ACTIVE laETIRED

16 c1TizeENsHTe (OOUNTRY] |17, DATE IF NATURALIZED N
s T I 1181111180111

18, NON-C1A EXPERIENGE ({NGLUDING MILITARY]

19, NON-CIA EDUCATION [INGLUDING MILITARY TRAINING)

20, AGENCY SPONSORED TRAINING { INCLUDING AGENCY SPONSORED MILITARY TRAINING)

21, CIA EMPLOYMENT HISTORY {SF-50 AND MILITARY ORDERS) ~ NOTE FIRST ASSIG

NMENT AND ALL AGTIONS FOR LAST 10 YEARS

[1F ACTION SEEMS INCORRECT, A MEMORANDUM FOR THE RECORD SHOULD BE PREPARED AND FILED ADJACENT TO ACTION)

EFFECTIVE DATE

POSITION TITLE {AS SHOWN ON OFF1CYAL ACTION)

GRADE

COMPONENT

GEOGRAPHIC LOQCATION
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23, FOREIGN LANGUAGE ABILVTIES

2. EVALUATIVE DATA

A. FITNESS REPORTS
LAST RATING - DATES OF PERIOD | PREVIOUS RATING = DATES OF PREVIOUS RAYING -~ PATES OF
GQVERED! PERIOD COVERED: PERIOD COVEREDS

FORM No, 45

RATING IN SECTION {

'RATING 1IN SECTION D

RATING IN SECTION G

B, ARE THERE REMARKS ON THE FITNESS REPORT WHICH YNOICATE FACTORS SHOULD BE REVIEWED IN DETAIL ? YES NO

& SUMMARIES OF OTHER EVALUATIVE REPORTS IN PAST TWO YEARS

25, GRADE OF POSITION TO WHECH |NOUMBENT ASSIGNED |F DIFFERENT FROM JNCUMBENTS AGTUAL GRADE | ) |

26, SUMMARY OF CAREER PREFERENCE OUTLINE AND/OR FIELD REASSIGNMENT QUESTIONNAIRE {18D1CATE DATE(S): 17EM S-1 oON
FIELD REASS|GNMENT QUESTIONNAIRE AND ITEM 13 ON GAREER PREFERENCE OUTLINE!

27, ADDITIONAL INFORMATION { SUMMARY OF OTHER EVALUATIVE DATA: WARNING LETTERS, D15CIPLINARY ACTIONS, CGMMENDAT ) ONS,

HONOR OR SUGGESTION AWARDS RECEIVED, evc.)
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GUIDE FOR PROMOTION PANGL OPERATION

1. Promotion Panels are responsible for considering all employees within the
zone of consideration for promotion and for competitively evaluating
employeea recommended for promotion by Operating Officials ae well as
those selected by the Panel itself after reviewing all eligibles. In
accomplishing the process of competitive evaluation, Panel Members
will be gulded by a considerstion of the factors listed below. If Panel
Members desire more complete information than that furnished by the
Biographic Frofile or equivalent, the official personnel folder msy be
obtained and reviewed or the amplcyee's past or presert esupervisor may
be interviewed,

. £03 roductl qgl;tv. and level of job performed)

(1) One of the chief considerations in competitively evaluating
employees for promotion i1s the performence factor - how Wsll
has the job been performed - the quality and quentity of work
done. In the interest of rendering maximum fairness to all
concerned in judging this factor, Panel Members should bear in
mind the level or grade of the Job duties or assigmment of the
employees being evalusted. It may happen, for example, that &
high grade employee performing work of a lovwer grade will turn
out exceptional work and be rated extra high, whereas an employee
asgigned to a position of higher grade may perform with only
minimal acceptance and be rated low. To ensure eguity off rating
in this connection, Pansl Members are urged to pay particuler
attention to the level of major duties performed by the employee.
Fitness Report ratings bacome mors meaningful when considered in
relation to the job performed as well zs in relation to all other
evidence of record.

(2) A common oriticism of centralized promotion or selection panel
systems is that they tend to mske employees afraid to take initi~
ative. It is sometimes alleged that an employee, particularly if he
be a junior officer, mey seek to conform entirely to prevailing
opinion. Sines any such tendency would jescpardise the merit system
and reduce the effectlveness of the Agency Career Steff, every
‘effort must be made %0 avoid this tendency through giving due credit
to employees who have shown themselves capable of sound independent
Judgment., creative work, selfwreliance and the acceptance of unusual
responsibility. If the inltiative of an employee has led %o some
gifficulty, he should not be severely judged if the attempted line
‘of action was worthwhile, simply becsuse a calculated risk did not
work out. On the other hand, Panel Members should be wary of employees
who restriet their output in order %o concentrate on a few reports
or other work products for the purpose of receiving speclal commenda-
tion in their personnel files.

Approved For Release 2002/05/02 : ClA-SiiSSaiiRigR000900080026-1
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(3) A @ifficult problem will be the determination of the merii of
employees whose duties give them opportunity for comparatively
1ittle substantive output which can be readily evaluated., Many
jobs involve the performance of speclfic dutles which lend them-
selves easily to an evaluation of competence, whereas other Joba
have no clear-cut yardsticks by which competence may be evaluated.
Also, there may be assignments whsre, for security reasons, the
inclusion of complete documentation of performance may not be
feacible. Extra care should be taken that employees in such assign-
ments have equal opportunity for advancement.

{4) Fmployees who have completed or who are currently engaged in
training assignments must be given full consideration for their
afforte in the light of their reported accomplishmente during such
training. It ie importent to remember that in-service training ie
an essential ingredient to a successful Agency Career Servico.

(5) 1In evaluating the performence of employees performing executive

or superviscry duties, it is stressed that principal consideration
should be given %o the demonstration of menagement skills. Factora
in this connection are the ability of an executive or supervisor to
plen and organize his unit or office, ability to establish sound
policies and procedures, ability to direct, train and supervise e
ployees, so a8 to ensure efficient operation and sccomplishment of
‘required objectives.

b

A factor which should be given considerable weight is that of the attitude
of the employee toward the Agency and toward meeting Career Staff obliga-
tions as exemplified by willingness to accept asaignments to isolated or
hardship posts, %o undertake specialized training which may leed to pro-
tracted periods of service in difficult or unpleaseni areas of the world
and, in general, by a demonstreted willingness to put the needs of the
Agency before personal preference or convenience.

Ce

The problem of developing and keeping the required number of qualified
personnel in all lines of work is a problem with which all organizations
must contend. One of the msjor objectives of the Agency Caresr Program
1s to expose Carser Staff members to a broader base of tralning and
experience so as to increase thelr versstlility and assigrment potential
as well as to provide a foundation for executive development. In com-
petitively evaluating employees for promotion, considerstion should be
given to the present versatility and value of the employee to the Agency,
and, as best as can be determined, his potentlsl usefulness in the future.
Of pertinence to value of an employee to the Agency is a considerstion of
possession of scarce occupational skills and experience which ere most
difficult to replace and which may have required arduous training or un-
leasent sssigmments for thelr acquisiticn.
Approved For Release 2002/05/02 : CIA-RDP80-01826R000900080026-1
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d. k;}gth of Sg;:!;ﬁg

Iength of service in a GS-grade (beyond the minimum time in grade
requirement) shall be a factor in the evaluation of an employee's record
to the extent that promotion must be earned by meritorious performance
over g aufficient pericd of time. Experience gained prior to entry with
CIA should be evaluated on its applicabllity to an Agency Carser. Fot-
withstanding the usual time in grade and length of service requirements,
it 18 important to keep in mind that no employee should be rated lower
then his performance merits simply beczuse of the recency of his last
promotion. To do so might penalize ambition or unususlly talented em-
ployees as well as enhance the chances for promotion of those whose
principal claim is that of senlority.

cualifications (Education, Exverience, Training, Personal Characteristica)

Promotion Panels must recognize that there are, for mest Agency Jobs,
rraseribed requirements for educatdon end experience and, for some Joba,
wandatory or highly desirable training requirements. In eddition, for

the Agency as a whole, there are general requirements end standerds of
character including persomality, intelligencs, loyalty, self-dlscipline,
responsibility, dependebility, sustained effort which are generally sppli-
cable to all employees. The degree to which an employee exceede the mini-
mum standsrds of experience,. training, and education, is of pertinencs to
his evalustion providing the typs of experience, training and education is
of demonstrated usefulness in connection with the employse's work and prob-
sbls future utilization, Personal characteristics should simllarly ds
eveluated in terms of the applicetion to current end probable future aessign~
ments the employee may £ill with due consideration given to possession of
peraonal characteristice essentinl for exesrcising supervisory, lisison,
research or other categories of assignmenta.

f. Obther Gonsiggggtionss

(1) In evaluating employees whose records reflect adverse reporis or
eritieisms, special care should be taken to determine whether the
adverse meterial has been out-dated by more recent favorable reports
end related performance data. Giving undue welght to past reports
of defects or to criticisms, which have already been considersd and
seted on by previous supervisory levels and which an employee hes
corrected, would serve to perpetuate punishment or create a permanent
hendicap in his career. Promotion Panels must be as ssnsitive te
records refleocting improved performance ss they are to those which

roflect deterioration. o

(2) A promotion penel member's personasl knowledpge of an individuel
should not be given undue weight. However, if a Panel Member,
through personal acquaintance or otherwise, is cognizant of per-
tinent information which is not in the record, he shall make that
jnformation avallable to other Panel Members.
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{3} In the final snalysis, however, promotion pust be earned through
demonstration, within the framework of opportuilties efforded, of
the relative quality and sccumulated velus of the employee's per-
Fformance.Where such competitive evaluation would establish employes™s
vatings as essentially equal, it is appropriata that Fanels giwe
added veight to considerations of age, length of qualifying experisnce
and general background.

%. Selgebtion of Emplovess for Compebitive Evelpabior. Ly Panel

#. ior sach GS-grade being considered, Office of Personnel will furidish Heaas
of Caresr Services listings of all employees in the zone of consideraticn
for promotion. When s Panel has been appointed and convones to evaluaie
aligibles in a given GS~grada, the appropriste listing of elipgibles will
be pgiven to bthe Panel.

%, Operating Officisls will furnish to the Fanel a list of the smployeses
they recommend for promotion. When precticabls,; these recommended enmpluayees
¥ill be listed in the rank order of preference.

. The Head of the Career Service mey indicate to the Panel the ninimom
aumber of personnsl to bs ranked in order of merii for promotion in
sensideration of the avallable quota.

i. Mmployees meminated for promotion by Operating Ufficlals will Quulify
for bhe final reanking.

. smployees nct pominsted for promotion hy Operating Officirla will be
sonsidered for inmclusion in the final ranking by Promotion Panels, and
any individuals selected will be ranked in order of merii for premotion
together with employees recommended by Operabting Officials.

3. Henking os Gradine Procedures

5. Gfter Promotion Penels have reviewed the Blogrephic Profiles or eguiv-

slont of all employees who are in the zone of consideratlon, they will
smwstitivaly evaluste all employees who have besn recommentad {or pro-
moeion by operating officlals together with other aligibles selectsd by
“he Panel. In ascompilshing this competitive evaluation, 1t is guggesied
“hat esch Papel Mewber, indspendently rank the employess, at each GS-pgrede
in the order of prefersnce. To facilitate this ranking process,. "working®
' i cmrde may be usad on which significant notes or poinis may be listed.
cach Penel Meiber hss renked all employees undar congideration, s
Tanol discussion will take place in an endeavor 1O bakicw any wide Gige
crepuncy in ranking. Following such discussions (wherein the Cavsex
Mansgement or Personnel Offiser will participate and assist in furniching
technical advics), Fanel Members may make whatever changes they wish ia
Sheir individusl ranking order.

R
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b. The finel ranking will be computed as & composite of individual
renkings with egual weight being glven to each Panel Member's judg-
ment. The individusl rankings for each employee will be totalled,
and the final ranking will be determined by listing the employee with
the lowest total ranking pointa first, the employee with the second
lowast total of ranking points, second, etc.
EXAMPIE
Renking Order Computetion (Fmployees 2, B S da.g)

Employes Rerking by Pansl Vemhers

Bank Panel Member 1 Panel Member 2 Penel Member 3
1 a [ ]
2 c b b
3 2 a ¢
FA B a 8
5 d ] d

Determination of Final Rank Order of Fmplovees

Envloyes ' Total Points Final Renking
a 5 1
b 8 3
@ & 2
d 14 5
€ 12 FA

4 Submission of Pamel results to Head of Career Service

Upon completion of the ranking process, Penels will gublmit thelr
recommended promotion lists or rank order listing to the Heed of the
Carser Service concerned.
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Promotion Cuotas e

1. The grade structure of each Career Service (people) should be
kept in alinement with staffing requirements assigned to the Service {(jobs).
A system of promotion quotas will provide guidelines for individual Cereer
Services in administering competitive promotion programs, will aid in
achieving uniform promotion practices emong the Services, and can be used
to ssesure that the grade structure of people in a Career Service dose not
exceed that of the positions which the Career Service normally staffs.

2, Competitive promotion systems under the traditlonal Career
Services rely on periodic promotion quotas to control the number of indi-
viduels in each rank or class. Available promotions in Department of State
are fixed in relation to the meximum number of assignments approved and
budgeted for in each clase. Military Services have their composition by
panks established by Congress in consideration of but not controlled abso-
iutely by the available assignments.

. 3. During the past several years ihe variation in Agency overall
promotion rates has not been great as indicated by: 1953 - 44 Th}
1954 - 36.3%; 1955 = 37.2%. However, the rates have been higher at the
lower grade levels as exemplified by the following table covering promotion
rates for the last six months of 1955:

Mipimum Time : Composite Rates* for

in Grade . Grade of Person Career Services Under
Reguiremenis Before Promotion Agencs te¥ D/ 1 poD/P Dh/S
24 months GS=14 6.9% 5.2% 8.1% 6.8%
18 months - G813 9.2% 9.8% G.9% 8.2%
18 months (S-12 9.2% 7.0% 9,66 10.7%
12 months GS-11 12.9% 11,72 10.1%  15.6%
12 months 0S-09/10 18.7% 18.1%  21.3%8  15.9%
12 months GS=07/08 . 20,02 17,92 12.2% g%._%
1 L]

CS.07~14 inecl. 13.9% 12.6%  12.4%

* Promotion rete for a grade z number of promotlons of people from the grade

sverage muber of people at the grade

4. Promotion quotas could be esteblished by the following means:

4. Arbitrary sction without conslderation of past
promotion rates or T/0 positions. _

L. Continuation of past promotion rates.

A e. Istablishment of quotas based on asuthorized
pproved For Relgaspiehfi2/06/Qh1 1 ApRERAA.GY 826 RA0 18068800261

d. A combination of the above methods.
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In selecting the best method to be used, any one of the above will involve

s comuand decision and might be termed "arbitrary”. Probably, the best
basis to start from is to consider the use of past Agency average promotion
rates in computing future promotion gquotas. This approach will tend to pro-
vide squity in promotion opportunities throughout the Agency but might
eventually result in & situation vherein more hipgh-graded personnel wers in
& Career Service than high-graded positions to be filled. Some modifica-
tion of the promotion rate approach will, therefore, be reguirad to eliminate
this hazard. For this purpose, & table of total aveilable positions in each
Cavesr Service for promotion purposes may bs approximeted by comparing the
grades of the members of the Service with the gredes of the positions to
which they are assigned, and computing premotion potentisl on this bagis.
Then, final premotion quotas for each Carser Service and grade level which
would consider both pest Agency-wide promotion rates and the availability
of positions for promotion purposes could be determined by:

Step 1 - Computing tentative guotas based on past Agency
promotion rates for each grede lsvel.

Step 2 ~ Computing tentative quotan based on the availability
of positions for promotlon purposes.

Step 3 - Establishing final quota for each grade level as
the smaller of the two tentative quotas detexrmined
- goparately.

This system is demonstrated in the following example using hypothetical
6 month promotion rates and etaffing status: '

Prom. Rates Promotion Quotas for Persomnsl
for Persons in esch Grade

Pos. at each No. of 8X gt Each Grade Based on  Based cn Final
Grede Filled Personnel at {Hypothetical Avall. of Prom. Quota
Gradea by SX Persommel Each Grade Ratas) Pog, * Rates %%
G68=15 U 13
GSw14 23 20 T 1 1 1
GS-13 43 43 ' 10% 4 [ b
GS-12 58 54 10% A 5 &
GS.11 51 50 15% 8 8 &
aS-09/10 46 40 15% 9 6 6
0s-07/08  _51 -5 20% b1 12 13
286 ' 2 41 37 36

*Promotion quota under this alternate for individuals in any grade &
Promotion quota for next higher grade of personnel plus pesitions at the
next higher grade minus people at the next higher grade.

Thus, promotion quota for GS-14 personnel = O Al -3 =1
promotion guota for GS~13 persomnel = 1 4 23 = 20 = 4
promotion quota for GS-12 personnel m 4 # 43 - 43 = 4, ete.

#% Promotion Rate Quota = Number of personnel at a grade multiplied by
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5. The promotion quota sysiem described is balievedﬁ’r bs of
practical application in view of the following conaiderations:

‘g. No great difficulty will be encountered in the
ecomputation. :

b. Use of average promotion retes in’determining the
finel quotas will tend to provide uniformity in promotional
opportunities among all Career Services. '

e. Quotes computed arithmetically may be adjusted by
the Career Council whenever justification exists for a change
in size sa, for example, when a Career Service is being called
upon to staff a large number of vacant positions which did not
enter into the computation of the ngvailsbility of pesition®
control.

d. Past promotion rates for all lavels from G3~9 up
heve been fairly uniform among the total of Career Sarvices
under esch Directorate. Thus, thelr effect on quotas should
not unduly hasndicap any Service. Separate analysis of 6S-7/8
rates will be required to decide whether gseparate or common
rates will provide squitable quotas among the Cereer Services.

e. The current status of staffing of each Career
Service is such that the avallebllity of positions for promo-
tion purposes will for the next several yesrs be of little
influence in modifying quotas based on promotion rates. After
that period, the availability of position conirel will aid In
keeping proper alirement betwsen the personnel aspets and
roquirements for each Career Service. ‘

6, Tt iz coneluded that:

_ a. Promotion quotas by Career Services and grade
levela should be established to provide quantitative guidelines
for Heads of Career Services to use in administering the come
petitive promotion program.

b, The most practical and equitable method available

for use in computing promotion quotas to be recommended to the
Career Council by Office of Persomnel is %o apply past promotlion
retes for the entire Agency at each grade level to the number of
personnel at the respective grade levels within each Csreer Ser-
vice. The figure so obtained would be used as the recommended
meximum promotion authorization for the grade level provided guffi-
gcient posltions were availsble for promction purposes within the
Career Service. If the number of positions svallable for promotion

IR
Approved For Release 2002/05/02 : CIA-RDP80=#826R000900080026-1

CONTTEN T AL



-

_Approvedfgr Release 200M85/02 : CIA-RDP80-

purposes is lower than the quota obteined by use of promotion
rates, the former figure would comprise the maximum authoriza-
tion. Adjustments of the Agency rates at certain grade levels
(probebly only GS=7 and 8) could be made in computing quotas if
current anelysis reveals justification for continuance of paat
pignificent variatlons in promotion rates for these levels among
the Career Services under the separate Directoraies.

80W26-1

¢. The Cereer Council should meke the final determination
of promotion quotas in consideration of recommended quotas computed
a8 described in paragraph 6b above and with due regard to future
budgetary and personnel utilization requiremente.

Approved For Release 2002/05/02 : CIA-RDEZ0-QLSiie00900080026-1




